Time has an important bearing upon the conduct and Gurability of 
an organization development effort. Unfortunately, this factor 
has often been underrated —if not entirely overiooked. 


Time for Organization 
Development? 


Thomas H. Patten, Jr. 


Betore embarking on an organization development (OD) effort, 
management should ask itself: Do we have time for OD? This is 
probably the most serious question that must be explored and 
satisfactorily answered before starting an OD program. Yet, curi- 
ously, most OD practioners and writers have paid very little 
attention to this many-faceted question. Instead, they have con- 
cerned themselves with issues such as diagnosing problems, 
planning interventions, designing exercises, searching for new 
tools, and, occasionally, evaluating the results of OD efforts. 
Unfortunately, they have failed to realize that time—not technical 
deficiencies or shortages of innovative and stimulative intellectual 


thinking on how to do it—is the greatest stumbling block to the 


success of an OD effort. 


How long should OD take? 


OD efforts usuaily begin with a burst of enthusiasm and an 
implicit, if not explicit, hope that they will pay off relatively 
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scon—and certainly no longer than after a few months. But of 
course there is no such thing as instant OD, and various experts 
claim that, as a rule-of-thumb, it takes three to five years before an 
OD effort fully takes hoid and changes a work culture. 

Management-by-objectives (MBO) systems, which are com- 
monly installed as part of an OD effort, are a prime example of 
ardently desired instant OD. Unfortunately, the highly touted 
improved results of effective MBO systems often cannot be ob- 
tained without months or years of debugging. Obviously, if this 
much time is required for correcting errors in an MBO installation, 
the time required to solve the problems arising from implementa- 
tion of a broader OD effort can only be greater. 

Yet top management does not always devote the necessary 
amount of time to an OD effort once initial enthusiasm for it has 
subsided (as it most certainly will after the new way of life becomes 
less novel and managers start to slip or regress to less satisfactory 
ways of coping). Many top-management groups follow one wave 
of fads after another with alternating degrees of enthusiasm. Thus 
OD, like any other new concept or social technology, can be 
doomed at an early stage of its life when it is no longer 
spearheaded and led by top management—as it should be. 

Still another problem is whether time itself and the dynamics of 
managerial mobility in large-scale organizations will not be the 
undoing of OD. If OD takes three to five years for effective 
implementation, it may kill itself by its own glacial time frame. 

For example, the number of executives who are likely to quit, 
transfer, retire, or be promoted in three to five years in any 
department or division of reasonable size within the total organiza- 
tion is likely to be so large that the momentum of an OD effort can 
be lost. In fact, excessive mobility may make OD impossible 


because the entity being changed and persons playing roles in it 


are, respectively, excessively unstable and highly career mobile. Of 
course, excessive mobility can have the opposite effect and actually 
benefit an OD effort if the people brought in have already adopted 
a style of management consistent with the desired results. But 
barring this happy circumstance, what can be done to ensure that 
an OD effort takes hold and accomplishes its objectives instead of 
regressing or stagnating because it cannot keep pace with the 
underlying velocity of personnel change within a firm or agency? 
The only solution to this problem is a shorter time frame than 
three to five years from OD initiation to full implementation. This 


27 


Approved For Release 2006/09/28 : CIA-RDP82-00357R000300060044-8 


Approved oe a 2006/09/28 : CIA-RDP82-00357R000300660044-8 .... 


ur Sunjas jeo3 pue 3uruuefd sood ‘ssays aagndaxa ‘uoeuaTe 
aakojdwa ‘ayypyiom jo Ayyenb ay} Surusaou0d sivaA yuadar ut 
ape sa8reyo au} J] “$3}2}S payUE ay} url syuaSe aBueyd yuajaduroo 
WO 2[QU|TeAR aUT} JO [e}O}-LUNS ay} SdA[OAUT ansst JaB1E] [YS VY 
‘Aysnpur ut uoyeoydde jeyuajod may] pure saduans peioieyaq 
ay} 10} uoyeyndal 100d ve Buyeard jo sa} UT pure AT[eUII]UT SadM0s 
-a1 jeDuUeUY pue ueUTNY JO UOTeZyNNTeW ay} Jo sutze} UT Y}0q 
yaya aanesau ev aary ATpenjoe ynq UAT ay} 10y awy Jo sjunowe 
aatssaoxa ajsem Ajuo you Aew Aayy snyy ‘aayesonyt Ayfeuoszed 
aq Avul nq papaau Alear yOu are yey} WOYS GO ue ur suoypemMp 
ysa88ns Arjesryjeun pue sya YIM ‘drysuoneyar Aduapuadap 
e a}eard APU S|ENPIAIpUI asay], ‘s}UayD 0} [Iq 0} ay prom 
Aay} yey} auiy ssaoxe ‘yfnsaz e se ‘aaAey OYM puke puRWAp UT jou 
_ ale OYM SjUase asuLY)D [eUIa}xa YIM BuTeap SI UIaDUOD payeyal VY 
) “JOP GO ay} se ][am se drysuoyeyar ay jo pua 
ay pue saied ayy jo Burxmu Addeyun ue ur synsaz uayo sjuade 
aZueyo Jay}O 0} Jaao syuay BuTUIM] yng ‘sadtAsas paysanbar ay} 
apraoid oyM siayjO YIM surea} puke syeys dn pring Aay} ‘surajqoid 
aut} ploAe 0} Woe ue ur ‘ATTeuotsed.Q “AjJadoid jua8e aBueyd 
ayy jo gol ay} op you Aeur Aay} ‘saynpayps awn may} yojem Ady) 
ssajun pue ‘puewap ySry ul are sjueyNsuod pusjadwo0d ysour ayy, 
Zyono} ur Aes pue ‘papaau se xeq aulod ‘UONezIUeZIO IejnNTVTed 
aUuO ULM YAIOM 0} as [euOTssayord Jay IO sty WOT Uaye} aq [IM 
awa YON MOP st yUase aBuey [eusa}xo ay} 10J ansst Ady ay 
jAay ayy are Ady] yeu} 393I0J 0} 
Was $}UR}NSUOD assay] ‘We}S Be Spaau aUO puodas ay) pue 3uTUUNA 
Mou SI aurfua ysiy ay} yey} Buraoijaq “Jayjoue Ay pue yoms 
ayy jo yno saajasurayy dod Appmb Ayenba ues Asay} yng ‘Buru 
-uni aurua jeuoneziueZio ay} Weys puke suoTENys ul saajasway) 
yasur Aay? ‘St eYL “YOUIMS uous ue ur Ady e ANI] YONU 
| ites joe sjuR][NsUO. awOS “yuawaseuRU au Iood sty} sasned 
yy) GO Bunuauadwt jo yuauls}Oxa ay) st W sdeyslag ‘syueul 
-]UWILUOD Hayy JO JO1WUOD years UT are pue sanuoud umo may} noge 
reap Aaa aie Aay} ssayun syualp> oy au JUEDYNS a}eooT[e jou 
Aout Aayy 40a GO uv 10} swayqoid aury ayeaid ued syuase asueyp 
euIa}xa ‘awT UMO IBY} Jo sla8euew Jood uazjo are Ady} asnedag 
‘onb snjejs [euoWezUes10 ay} UT suOneIa]e 
Suyusawealdun ur yuawaseuew do, pue yuase aSueyo jeurazur 
ue UUM SUDIOM UL MeIp ued dys JO ay YIM uodn saDuase 
IO SUL JayjO Jo a8paymouy peolq Be pue astjiadxa sey OYM asya 
auoswos JO ‘Iossayoid AyIsIaann ke ‘JUeYNSUOD [eEDIeWWOD B aq 


8 dO YO FALL 


Aewt uosiad sry, ‘sassaooid euaseuew $31 aAOId wut 0} $1099 Ss} Ut 
yt djay 0} uoyeziue8i0 ue Y}IM SyxIOM OYM P]IOM apismo 3y3 Woy 
auoaulos ATjewxoU st jueyNsuod Jo yuase asueyo [eulape uy 
-]XQU PauTUEXa aq 0} paau s}uaSe asueuDd [eUIAzUT 
pur [euiazxe Jo surajgoid awn ayy, ‘passndosip uaaq Apealye aary 
yuawaSeuew do} jo suaqoid awiy ayy “Moya aBuryp ayy speay ey} 
dnoxZ yuawa3euew-do} ay} pue ‘yueyNSUOD JO yUage aduUeYD Jeu 
-Id]UI ue ‘yUe}NSUOD IO yUase asUYD [eUJa}xXa UL SuUTATOAUT [apoUT 
ajduuis & Jo suriay ul Opa GO ue jo yuryy Ayewsou ajdoad soy 


CO 10} awy yuatoyyns BuPI0]Ty 


‘sapoeysqo feonoeid jo ramod ay} 
pa8pnisnu 10 speuZis peaisnu aeuuajuR $JOUaAIA}UT AY} asned|q 
papiey savy suctUaaraqUI GO feuoNe pue pauueyd Aynyareo Aueut 
ssapyWaaau ‘pulUl IYQUaDS ay} 0} eWay}eUe aq Ae UOTJassE 
st} aTYM ‘eaumyur shemye st Surury yo uoydaoiad ‘stsAjeue [euy 
ay} ut ing unuy yYySu ayy Bursen3 ur way} djey Aeur yey) sfoo} 
oysouseIp snouea asn ued siauoyseid GO ‘aims aq OJ, ‘qo uodn 
Sunrequia a10jaq payenyeae Al[njazed aq ysnur yjoq pue ‘sjadse 
aarpal{qo pue aaroafqns yjoq sey snu} Sunuy ‘amount d18azexs 
IO ‘QUO SATU ‘JUAAa [END JayjO awios je a8essed ayy Bunreme 
io doy ay} ye yUaWUONAUA [eonYod ay} ur adueyd ev 3urpuad 
padejap aq pmnoys Woya GO ay} jo uoyVejuamardurt yeA ‘GO 105 
Apeai Sutaq yo suSis Aueu MOYs SUOWeZTURSIO aWOS ‘ALANIS 

‘aun yo pouad Buoy e 
10! IC JO UOHeIapIsuOd arnjny Aue yno asop yng snoNsestp aq ATUO 
jou Avul sioue Suny jo asnedaq GO jo suonedyddesnu Sunjnsaz 
ay} pue apew aq Aew suoyuaassjur Jedordur ‘st y1 J] ‘pesousr 
aq JOUULD JEU] IOP ¥v SI sny} SuNUT] yf ajpuey yOuLeD pue GO 
1oj Apear you are suoreztuesio asay} yey} SMOYS UaO SUOTTPUOD 
asay} jo sisouseiq ‘swafqoid [euaseueu snouas Jayjo AueW 
pue ‘suiaysAs Aed pasaystururpe Ap10cd pure pauSisap Ayrood ‘saan 
-da{qo reapoun ‘surayqoid ajdoad araaas aavy suoneziuesio Aue] 


ayeuITp [eorpjod ayy pue Surry 


‘potod ouny uaars & Suumnp [ada] [euoyOoUTS 
-[epos au} ye parpuey Ayeuosied aq ued yonw MoY Oo} HUN e 
SI d19Y} AAYMAaWICS Zoalaye aq [Ws pue a8ueyo qiosqe sraseuew 
ued Apptder Mozy :uoysanb Jeyjoue yaA saster ‘Jaaamoy ‘uoNjoOs 


£261 WadV-HOUVIN TEANNOSYAd 82 


Approved For Release 2006/09/28 : CIA-RDP82-00357R000300060044-8 


Approved For Release 2006/09/28 : CIA-RDP82-00357R000300060044-8 


ayy ‘Ajpeoywads ‘s8unjas dnos8 uy Sutures] 10} Jaaes-awiy [eyuajod 
e sjuasaidar jjasy. ul pue uoWeAoUUr juL}OdUT UL uaaq sey GO 
UT UOHeUIUIN.YSUT JO asi ay} ‘atdurexa 10,J “s}x9yUOD feuOTezTULBI0 
Ul peise} puke pelpn}s aq 0} psau pue ayer Suuapfimaq ke je 
Sunersyyoid are GO 103 suSisap pue SeSDI8x8 MAN ‘syoya WO 3ur 
-juawiatdun ut siaAojdura say3 10; auryy aavs yySrw yeyy skem noge 
urea] pur ‘yusuledxa ‘GQ ur sjuawdojaaap mau JO yseaige dsay 
0} au eAeY jsnur Ady] “UOSvaI JayjOUR IIHS 10J syuaSe a8ueyo 
feusayur Joy Jesu Aprejnoysed st yoreasar soy aumy jo yor] 
“uonenyeaa pure yoieasal 0} payoaap st awy 
ou pur ‘Juejyiodur Jaaamoy ‘ytom-Asnq uo aury sty jo yng ayy 
spuads ay pt uaddey Apprey ued sig ng “‘Suruor ung jo Aem szadoid 
UF 3q 07 SaAatfag ay JeYM Japoul-ajor pjnoys juase aSuryp feusazur 
ue SE OYM JOJeUPHeY GO ay} ‘Ayeapy “Suryeur uorspap pue Surajos 
wa]qoid [elaseuew jo sassavoid ayy Suraoidun Ayrpea;s Jo yaya 
oanenuuns oy} sey ypieasar uorpe ur ssadoid yeoyp£> ayy “qo 
JO IYI BY} JO Jed st yDIeasal ‘sp1oM JoyjO UT “soya agueuo pou 


-urjd pue ’s}nsaz JO Pegpse} ‘SuOTUaAIO}UL paseq-eyep saziseyd 
“Ua LIM “Jepour yPivasar uote ay} ST GO 10} sjapour aurud 
oy? JO SUO asnedaq afO1 GO ay} UL ayeuNjZOJUN AprefMonzed si sty, 
_ ‘asuas jsamoureu 
2} Ul Jo]YyZyaIy Peuoyeztuesi0 pue [euosiadzaqur ue oyu 10}; 77 Oey 
CO ue UN} 0} UTeYO9 Jsouye are suCyENyS Yong “puTy Auk Jo yI0M 
OAHENJEAS JOJ SUIT] JUSDIYNS YOu] LM Ady} Osye ynq suoWUaasazUt 
JO sjuauodwios yoieasaz SuruZisap 10; pure (a8uer Buoy 10 yzoys 
Sy} Toute Ur) yorRasai op 0} uaym Buruueld soy awry jo joys aq 
Aay} EM ApUO JON “yDseasar Joy auny ou aaey [IM Ajqeyaaut ysourye 
Ady} ‘pauapingiaao Apeauye are syuade adueyp jeusayUT ayy JT 
‘paproy 
“ZOAO ST BYS IO ay ‘Sp1OM 19y}O UT “yIOM pausisse Aq aun ay 10 
STY OJUT SUOISINIUT dAIssadxe ayy Aq UeY} UOSIad 3} Jo aDUAa\aduIOD 
ayy Aq ssaj Tey pasned st ainyrey pue ssaoons UsxaMjaq SdUaIAJIp ay} 
‘aSe0 Jone] ay} Uy ,,-aworpuds ystasop Suqmym,, aU} payed aq Aew 
StUL “of Juarap e op 0} aw ou sey ay puy few UuOHIppe UT ajor 
HES GO [IMJ 9y} UO aye} 0} payse st oym Jouuejd peuonezrue8s0 
Jo ‘Iopanp Suture ‘jue}sisse jauuosied Asnq Aj1aao Apeaxe ue 
‘puey 19y}0 ay} UD “JJas}1 YOM ay} 0} s}IaAUOD Ayjeoysersnyyue ay 
yey ABiaua Jo smoy Mau aouatadxa ‘yuUaUTUSISse Mau ay} JO anzIA 
Aq ‘Avut jua8e a8ueyp jeusajur SUIl}-[JNJ & Se pea}sUT YOM 0} ou} 
24} UAAIS St pur gof rejn8ai sty Woy paaouiar SIOYM JaseueUI sayes 
PUsip & JO yUapuajuuadns uoy Inpoid pepiesar Ajysiy ‘paoua 


le dO NOd AWILL 


-uadxa uv ‘ajduiexa roy ‘paonpar AjZurpuodsasod st 1073 GO ay} 
jo UoHeUaWajduT ay} IoJ aUIT} Jay} ‘Jey yeLIaSeueL au0 uey} alow 
Te9M JO Ssseiq Ul a[qnop sjuase esueyp [eusajur jing “1aSeuew e 0} 
Tepyeuaq Ara aq ued GO ul juawUSIsse jepads pouurd-jam y 
“UoHezZTHN awy jeuorssazoid 100d AJaaeyax 
UI synsa pue ABraua syenprarpur ayy sassaidap yey] ainssaid 
aut} asuazur st Suryerado yo afA}s sry ut yoydwy -asuas yeonroun 
‘aaissed Jayjzer e ul ayeurpioo) Ajarau Aay} ary yoya aSueyp 
AY} O} SUM ay} Barz oO} 3a3}e] 9Yy} UTOY ajdoad Summoyye ‘s}uaSe 
aSUeYD [BUII}X9 JO P]IOM ay} 0} syUT ara 10 siaqysyary Sureq dn 
pua ay} snyy, ‘sajor payeyaizayur pue jyue}zodun asey} [fe no Aries 
0} DUTT} JUOD Ns aary jou Aur syuase a8ueyp yeurazur ‘IBASMOLT 
‘royenyeAd wesiso01d pue ‘ueDysouSerp 
wayqoid ‘rayeuaoead feuosiadzaqut Ajred-prry3 ‘10;ey Dey dnoz 
e se Surpe 0} sdeysad pue Suruueyd 0} pazesoyye st aumy s,juaSe 
asueyo jeusejur ay} Jo uoyiod e ‘uoyIppe uy -Aem aarisenssad 
B UP S1oyJO O} a}edTUNUTWIOD 0} pasn au 10 ‘aw | SuTIas,, 
SE SITY} JO UN “sajAqs JUsWaSeUeUT Jay} UT syuaUTaaoidut paisap 
ou} UF yNsarT TIM yey} sIoavapua GQ pue ‘sdoysyiom ‘sieunuas 
8} UT as HO 10 ays uo puads ued sia8euew aug yonut Moy 3ur 
“UMUaj}9p sully Jay Jo yonw puads ysnwi syuase aSueyp jeusazuy 
‘ord parisap ayy aavy [JIM Oya GQ ue 
JEUT OS JIGETTEAe St Jey} SUI ay} UTYIM saafesuuayy Joy ajo1 e Ino 
dared ysnut Aay} 304 ‘aumty s ,uoWeztuRBI10 auy st aw May] ‘syadsar 
Aueul uy ‘ajoym eb sp uonezueSio yuan aut 0} se Jam se Oya 
GO 24} surpeay st yeu) dnor’ yeuaSeueur ay? pue sjuage a8uryo 
jeusa}xa 0} Sunejar jo qof ynoyyip ayy aaeu AayuL ‘[njasodind 
pue ‘esmoo uo ‘aaye yoya GQ ayy sindaay ur swajqoid aumy 
snouias Aueul aoe} osye S}UR}NSUOCD 10 sjua8e aSueyo yeuzazuy 


aduryo pur saommosai [eurajuy 


‘asueyo 
jO sjuase Jeuorssayord Afny se IO saydyims uogiusi se aye Sur 
-uonRouny are Avy} JI 39s 0} sanjasuIay} ye YOO] JayZOUR aye} prnoys 
Aoyy ‘peaysuy “paysem aq jou pfnous suonezuesio uo yedut 
Tepyouaq & eaey UD OYM szuR}NsUOD asoy} Jo aw ay} AyUTe}Ia0 
“UOHENIS ay} JO JUSUIE}e}SIIAO Ue aq AeuT sty} ysnoyiy “auop aq 
OF Spoou JEU} AIOM GO 24} Joy syueyNsuod ayqedes y8noua 3 uare 
Atqeqoad azayj usu ‘ATsnouas uaye} are anuoUe JO aslerewl jo aalZap 
swos Zur}se88ns aduapraa Jo syiq ayjO snoueA pue ‘suoyeziuesi0 


Lé6 Wid V-HOUVIN TANNOSYAd OE 


Approved For Release 2006/09/28 : CIA-RDP82-00357R000300060044-8 


32. PERSONNEL 


MARCH-APRIL 1977 


use of various instruments designed to provide groups with rapid 
feedback about the dimensions of human behavior in managing 
people used to take hours or days when the main learning vehicle in 
OD was the T-group. Now time can be saved by using carefully 
designed and ingeniously insightful instruments such as team- 
building sessions, role-negotiation exercises, and persona!-growth 
laboratories that emphasize risk taking. If internal change agents 
never had time to learn about instrumentation and new develop- 
ments, additional time truly useful for OD would have been 
wasted. And the waste of human resources is tantamount to ihe 
waste of that second most precious resource—time. 

The last reason that internal change agents need to consider time 
relates to some of the issues previously raised. In particular, 
internal change agents should be keenly aware of how much time 
is required to carry out an OD effort; when to terminate OD, if 
ever; and when to decelerate OD and key down. In order to remain 
attuned to the progress, successes, and failures of OD, internal 
change agents need time to observe, to speak to those being 
affected by the change effort, and to carry out research on what has 
been accomplished. 

Every phase of OD—and even the OD effort itself (in the sense 
of no longer calling OD by this particular name)—probably has a 
termination point. Internal change agents must be able to recog- 
nize when the new way of life has been achieved and when the 
label OD can be dropped because it is no longer needed to describe 
a distinctive effort that took place at a point in time. Time has been 
set aside and used, and goals have been reached. While there may 
be new goals and new efforts, old goals and old efforts no longer 
govern, and one game plan, at least, has been terminated. Internal 
change agents must be able to recognize these facts of life and to 
work through a common understanding of these matters with 
external change agents and top management. The time dimension 
will provide one basis for recognition and sharing of the perception 
of termination. 


Conclusion 


The iiterature on organization development has been negligent 
in considering the implications of time and time management for 
OD. The various subtle ways in which time impacts on the success 
and failure of OD have been identified above. Of these, perhaps 
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? 
the greatest time waste of all is the casting about after fads in OD,’ 
such as constantly jumping on bandwagons and mindlessly 
switching from T-group to team building, transactional analysis, 
gestalt approaches, and assertiveness training without ever taking 
time to evaluate what has been accomplished. 

Perhaps the most serious time issue still to be resolved is 
whether OD can be accelerated to more quickly improve manage- 
ment than can now be expected in a three- to five-year period of 
trial. All other time problems are ancillary to this one because the 
bottom line in OD is improved management by a group of 
managers who work together in the real world. Although there can 
be no such thing as instant OD, new ways must be found for 
accelerating the process if OD is to help managers in dynamic 
enterprises. Identification of some of the time issues analyzed in 
this article can point the way. But much ‘more must be learned 
about the effective and efficient administration of OD efforts, and 
more attention must be given to how OD time is allocated and 
managed before proceeding with uncritical advocacy of more OD 
as a good thing in general for management. 
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